Negotiation Without Confrontation
by Peter Wachs, EdD S uccess for an occupational health nurse manager depends not only on knowledge of occupational health nursing theory and practices, but also on the ability of the nurse to negotiate for the good of the organization and the health of the employees. In principled negotiation, Fisher, Ury, and Patton (2011) contend that you "look for mutual gains whenever possible and that where your interests conflict, you should insist that the result be based on some fair standard independent of the will of either side" (p. 1). This definition runs counter to many popular beliefs about negotiation being a confrontational struggle that results in a winner and a loser. When negotiation is viewed as an exercise in cooperation, rather than confrontation, it is clear that the occupational health nurse manager has many opportunities to negotiate for the benefit of the company and the workers. This re-framing of negotiation also encourages the occupational health nurse to approach the negotiation process with less anxiety and trepidation. Key to feeling in control of a negotiation is understanding and adhering to a clear five-step process.
PREPARATION
The most important step in the negotiation process is the first one, preparation. During this step, skillful negotiators think through the bargaining process, clarify what they want, and try to anticipate what the other party needs and how to secure the desired outcome.
Clarify the Goal
It is most important to have a clear picture of the goal in the bargaining process. Without a picture of the intended outcome of the negotiation, something very different (and sometimes unsatisfactory) may result. Shell (2006) suggests that the goal sets the upper limit of the nurse's request; the nurse mentally concedes anything beyond that. If occupational health nurse managers enter budget negotiations with upper management without a detailed plan for every budget dollar, they will probably be allocated what is left after other managers' specific budgets are funded rather than receiving the dollars necessary to meet health service goals.
Plan to Concede
The corollary to knowing exactly what one wants is knowing exactly what one needs. The difference between what one wants and what one needs can be conceded during negotiation. The act of conceding can improve the climate around the negotiation. As part of the language of negotiation, concessions let the other party know that the nurse accepts the legitimacy of their position and show commitment to achieving a joint decision (Shell, 2006) . "It has been said that the cheapest concession you can make to the other side is to let them know they have been heard" (Fisher et al., 2011, p. 34) .
Hope for the Best But Plan for the Worst
In the event that the negotiation process is at an impasse and the nurse's most basic needs will not be satisfied, one must be prepared to walk away. Preparing a realistic plan "B" strengthens one's bargaining position. Fisher et al. (2011) contend that "the relative negotiating power of two parties depends primarily upon how attractive to each is the option of not reaching agreement" (p. 102).
Do Your Homework
A crucial element of the preparation stage of the negotiation process is learning everything possible Negotiation does not have to be a test of wills. By adhering to a few simple principles, occupational health nurses can turn a potential contest into a productive cooperation.
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professional practice about the subject under negotiation, the parties involved, and any unique characteristics of the process. Gaining insight into personal characteristics of the other party can sometimes change the way one approaches a negotiation. Noticing that the sales representative for new equipment being considered for purchase drives to a luncheon meeting in a new luxury car might suggest that the salesperson may be amenable to a price break to insure selling the product (and securing the accompanying commission).
Practice, Practice, Practice
After all the information is gathered, the strategy planned, and the objectives clarified, occupational health nurse managers must think through their approach and, if possible, talk through the approach with another. By having someone play the devil's advocate, it is possible to gain insight into how the other party might approach the negotiation.
AGREE ON THE GROUND RULES
It is easy for the negotiation process to become a battle of wills, with neither party willing to negotiate because they are each working harder to protect their egos than make a deal. Developing objective criteria for the negotiation process before discussion begins can simplify the process and focus on the results rather than individual positions. If an occupational health nurse manager is in the position to hire a consulting physician to provide medical services in the clinic 1 day per week, several details can be simplified by agreeing on some objective criteria, such as the length of the standard workday, the per-hour compensation range for similar services in the area, and the company guidelines for consultant services. Agreeing on these elements before negotiating simplifies the discussion by shortening the list of requirements to be negotiated.
COMMUNICATE CLEARLY
The essence of effective negotiation is effective communication.
Therefore, the basics of effective communication are the basis for effective negotiation. Effective communication demands organization and planning. Defining precisely what should be said and saying those words in a straightforward, concise manner increases the chance of being understood. Although clear delivery of information is essential, Shell (2006) contends that the most successful negotiators focus more on listening than on imparting information. In any case, asking questions to assess the listener's understanding ensures that everyone is "singing off the same page."
The style of one's communication is almost as important to successful negotiation as the content. Courtesy and basic human respect for others go a long way in smoothing negotiations. Although civility in communication is always positive, civility takes on added importance when the business relationship is long term. Maintaining a civil relationship is more important when negotiating with one's boss over salary and working conditions than when negotiating the particulars of a one-time purchase of a piece of equipment. By focusing on civility, the nurse avoids entangled interpersonal relationships in substantive discussions (Fisher et al., 2011) .
PURSUE WIN-WIN OUTCOMES
A cooperative approach in which the parties join sides to solve a problem is preferable to a competitive approach because the parties' energies are focused on making a fair deal rather than protecting their own positions (and their egos). Shell (2006) suggests, "To succeed at negotiation, you must learn to ask how it might be in the other party's interests to help you achieve your goals. Then you should determine why the other party might say 'no' so you can remove as many of his or her objections as possible"(p. 76).
The process as outlined assumes that the other party is honest and is negotiating in good faith. Of course, one party does not have control over the motivations or actions of the other. Following the process and refusing to be enticed into counterproductive behavior such as temper tantrums or deception and half-truths insures that at least one of the parties is approaching the negotiation in a professional manner.
Occupational health nurses must remember that it is always possible to walk away from a negotiation that is not going well, either permanently or temporarily, as a method of regrouping and regaining composure. Just because substantial time and energy have gone into a negotiation does not mean anyone has to settle for a bad deal. The one least afraid of walking away from a negotiation ultimately has the most power. Desperation only breeds bad deals.
CLOSE THE DEAL
Once the two parties have reached a mutually satisfactory agreement on the broad issues under discussion, it is time to take care of the details. This step involves putting the agreement in writing as a method of reiterating to all parties to what they have agreed and as one last chance to communicate clearly. Of course, after the negotiation is completed, it is important for all parties to follow through on their commitments. The commitments will pave the way for future deals because both parties know they are dealing with an individual or organization with a principled, professional approach to business.
By following this five-step process, the occupational health nurse manager will diminish desperation and begin to look forward to opportunities to cooperate with others for the good of the organization and the health and safety of employees.
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